In this paper, we present a research framework that tackles a promising area of e-Business largely neglected before, namely the lateral cooperation of firms from two different industries that interconnect their business processes by means of electronic integration. We refer to this kind of e-Business cooperation as 'Value Chain Crossing' (VCC) and explore, as an exemplary application domain, the integration of financial processes in non-banks and financial service providers. To support our research proposal, we provide exploratory findings from an empirical survey accompanied by a series of case studies, which indicate that research in this area of e-Business is worthwhile to be conducted. We not only identified empirical evidence for a large potential of VCC but also found substantial inhibitors for the adoption of this idea.
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Introduction
Many firms have used advancements in information and communication technology to automate their primary processes, to integrate internal systems, and to tighten the network of partners transcending the firm's borders and thereby rearranging the entire value chain, having already exploited large efficiency potentials. But, global competition requires a continuous quest for efficiency improvements. Firms are increasingly forced to optimise their supportive business processes (e.g., HR management, Finance and Accounting etc.) as well. Because these 'secondary' business processes (Porter, 1985) usually do not belong to a firm's core competencies, Business Process Outsourcing (BPO) with tight electronic integration between the business partners becomes apparent. Despite its relative recentness, BPO has been discussed to be one of the most promising areas of growth in the outsourcing market (Gartner Group, 2004) . But until now, it has received little attention in academic literature (Rouse and Corbitt, 2004) . BPO is defined as the delegation of (parts of) organisational business processes to a third party provider -including the underlying IT (Meyer and Schumacher, 2003; Willcocks et al., 2004; Pfannenstein and Tsai, 2004) .
1 Thus, BPO is orthogonal to the concept of ITO since it outsources not only the 'production resource' but also the business execution. On the other side, the tight connection between business unit and IT unit is not interorganisationally separated (Rouse and Corbitt, 2004; Dayasindhu, 2004) .
Secondary processes usually represent cross-sectional functions, which serve multiple other areas within the firm. Consequently, tight integration of the sourcing partners' information systems is required. The services provided by a BPO vendor (e.g., cash management, Electronic Bill Presentment and Payment (EBPP)) have to be seamlessly plugged into the (outsourcing) firm's IS landscape. We refer to this particular type of selective BPO as 'Value Chain Crossing' (VCC): particular activities of an organisation's secondary processes are fulfilled by (crossed with) an external provider's service (which is a primary process of this provider firm and part of its value chain). VCC thus
• Represents a special kind of BPO, based on lateral cooperation of firms from different industries. It represents neither cooperation along the value chain (vertical) nor cooperation in similar activities (horizontal).
• Includes the technical perspective. VCC means a seamless electronic integration where an external service is 'plugged in' to the outsourcer's financial chain.
An old existing example that almost represents a VCC, but is not technically integrated in a seamless manner, is the EDI transmission of payment runs. Another example is integrated EBPP, offered by an external provider, since it becomes embedded in the firm's financial processes . The VCC definition goes along with the service-oriented paradigm, where (e.g., web) services can be plugged in and out within a modular business process landscape and may be replaced by services from external vendors (Berbner et al., 2005; Krafzig et al., 2005) . In this paper, we argue that this specific research area within the e-Business domain has so far been neglected, although it shows particularities that embrace promising research potential. We theoretically underpin our claim for specific research within this promising area of e-Business and we substantiate our proposition by discussing selected relevant findings from an empirical survey as well as from a set of case studies. Both case studies and survey were specifically conducted to explore potentials for the outsourcing of (secondary) financial business processes by non-financial companies. Because secondary processes typically exhibit very heterogeneous characteristics, we dedicatedly focus on VCC in financial processes. In an empirical survey with the Chief Financial Officers (CFOs) of Germany's 1000 largest enterprises, we found that VCC on financial processes can offer a substantial source of value not used by many firms yet. This paper is intended to open a discussion on this research topic by providing exploratory empirical findings from an area of e-Business research largely neglected so far.
In the following, we first discuss related research (Section 2). In Section 3, we develop and theoretically underpin a research proposal for the e-Business area of VCC. After this, we substantiate our research proposal with some empirical results, which give valuable insights into this research area and finally draw a conclusion based on the conceptual and the empirical discussion.
Related research

Interorganisational cooperation and Business Process Outsourcing (BPO)
Based on Englert (2000) , we refer to inter-firm cooperation as the non-hierarchic collaboration of two or more independent organisations that is targeted towards a common goal. Several reasons for inter-firm cooperation have been identified by Buse (1997) like economies of scale and scope, access to complementary resources, risk reduction (e.g., in R&D), or increasing market power. Access to superior or complementary resources and to new markets has been found in empirical studies to be the most important reason for cooperation (e.g., Fontanari, 1995; Glaister and Buckley, 1996) .
Although it is not a new phenomenon, cooperation has gained importance with the occurrence of the so-called Interorganisational Systems (IOS) (Klein, 1996) . IOS represent the set of technologies that carry out the integration between two or more organisations (Cash and Konsynski, 1985) . IOS have been shown to facilitate and intensify inter-firm cooperation, help to raise entry barriers for competitors, and to diminish risks and disadvantages of cooperation by providing enhanced control options for the cooperation (Klein, 1996) .
How can IOS be leveraged to support lateral cooperation between two or more firms? On an industry level, this issue has been examined in some conceptual papers that discuss the 'virtual corporations', or clusters, that -as a group -compete against other groups or clusters of organisations (e.g., Gomes-Casseres, 1994) . Nevertheless, there is quite a lack of research analysing lateral cooperation through IOS on a business process level.
Decisions to outsource particular parts of a business process are determined by different process characteristics. As with cooperation in general, drivers for outsourcing have been found to be economies of scale (by merging redundant processes and saving fixed costs) (Panzar and Willig, 1977; Robinson, 1934) and skill advantages of the partner/provider firm as it is more competent in operating particular processes and therefore can deliver lower costs and operational risk, increased quality and flexibility, and thus added value (Prahalad and Hamel, 1990) .
From a theoretical viewpoint, research on outsourcing of certain business functions is often based on the Resource-Based View (RBV) (Penrose, 1959; Wernerfelt, 1984) and the core competence concept (Prahalad and Hamel, 1990) . These theories analyse the competitive impact a business function (encapsulating its resources and capabilities) confers to a firm and give suggestions about which resources, capabilities, or competencies should be kept in-house. By outsourcing certain functions, firms may profit from the competence of specialised service providers, for whom the insourced function itself is a core competence. The lack of internal resources and capabilities has been found in numerous empirical studies to be a main driving factor for the outsourcing decision (Dibbern et al., 2004) .
Adoption of innovations
The adoption of innovations literature strand is mainly concerned with understanding the factors that either inhibit or facilitate the adoption and diffusion of innovations by individuals or organisations (Fichman, 2004) . The ultimate goal is to provide managers with guidance on whether, when, and how to innovate (Fichman, 2004; Swanson and Ramiller, 2004) .
In this paper, we refer to an innovation as "an idea, practice, or object that is perceived as new by an individual or other unit of adoption" (Rogers, 2003, p.12) . Research so far has focused on the characteristics of the organisation, the environment and the innovation itself, analysing their potential to act as enablers or inhibitors for innovation adoption. This kind of research is labelled by Fichman (2004, p.316) to be conducted under 'the dominant paradigm', in which authors assume that "organisations with a greater quantity of the 'Right Stuff' will exhibit a greater quantity of innovation. Such organisations may also be said to fit the innovator profile".
Interorganisational cooperation and, more specifically, outsourcing, have been discussed from the perspective of organisational innovation adoption (Loh and Venkatraman, 1992; Saunders and Clark, 1992) . In a conceptual paper, Loh and Venkatraman (1992, pp.337, 338) argue that outsourcing represents an administrative innovation, thereby fulfilling three important conditions: "First, it represents a significant shift in the mode of governance -from the traditional locus of control and coordination within the hierarchy (combined with relatively standardized market transactions with vendors) towards newer modes that could be characterized as hybrids.
[…] Second, […] outsourcing represents significant changes in the internal processes of the user organizations.
[…] Third, […] outsourcing constitutes a significant change in the organizational routines used to deal with the external environment."
Using institutional theory as a lens for understanding the factors that influence the adoption of Interorganisational Linkages (IOL), Teo et al. (2003) empirically found that isomorphic pressures stemming from the institutional networks in which organisations are embedded (mimetic, coercive, and normative) have a significant positive effect on managerial intention to adopt IOL. In a later study, Khalifa and Davison (2006) distinguished between internal and external pressures and further found perceived feasibility and perceived desirability of IOL to significantly influence managerial IOL adoption intention.
Organisational readiness (in terms of financial and human resources, process maturity, IT sophistication, etc.) has also been discussed to be a significant influential factor for the adoption of IT-based IOL (Chwelos et al., 2001; Iacovou et al., 1995) . Furthermore, readiness of the trading partner has been found to be an enabler for the adoption of IOS (Chang and Chen, 2005; Chwelos et al., 2001) . In a later study, Loh and Venkatraman (1995) empirically tested a model of IT outsourcing and found that technical and business benefits as well as control and opportunistic risks are the critical explanatory factors for outsourcing.
A proposal for VCC adoption research
VCC represents a major administrative innovation for today's organisations, very similar to the way IT outsourcing represented a fundamental change for the way organisations could meet their IT needs in the early 1990s (Loh and Venkatraman, 1992) . This view is consistent with Rogers' definition of an innovation as " […] an idea, practice, or object that is perceived as new by an individual or other unit of adoption" (Rogers, 2003, p.18) . This perspective will allow researchers to base their research efforts on prior findings from the literature on organisational adoption of innovations, which thus -together with the literature stream on interorganisational cooperation and BPO -provides a suitable theoretical basis for developing a research framework for VCC adoption. Comprehensive overviews on the inhibitors and drivers of the innovation adoption process are given by Frambach and Schillewaert (2002) and Jeyaraj et al. (2006) . Besides the drivers and inhibitors identified in prior innovation adoption literature, adoption research can be used to gain further insights on the specific issue of VCC. One prominent research model on a related topic is developed by Iacovou et al. (1995) : in their EDI adoption framework, they found organisational readiness, perceived benefits and external pressure (pressure from competition and imposition by partners) to be the main factors that influence EDI adoption. EDI is a preliminary example of technical integration (usually along vertical cooperation) and thus a related domain from an adoption research perspective. We propose that research on VCC should focus on the facets of VCC adoption depicted in Figure 1 . 
Benefits and risks
Perceived benefits and risks in the context of BPO -explicitly regarded as an administrative innovation -have been in the focus of some recent works. On the benefits side, Gewald (2006) found four types of benefits to be the main drivers for BPO intention: cost advantages, the possibility to focus on the firm's core competencies, access to specialised resources, and quality improvements. Studies show that in BPO of secondary processes, the arguments of cost savings from economies of scale and skill (i.e., access to superior capabilities and resources) play the most influential role . Interestingly, Gewald (2006) found that managers with prior outsourcing experience had other mental frameworks for evaluating the benefits of outsourcing than managers without prior experience. While managers without prior outsourcing experience see BPO as a means for profitability improvement, experienced managers see BPO as a way for minimising risks and error rates and for reducing the variance of their performance.
On the risks side, performance risk, financial risk, strategic risk, and psychosocial risk have been found to significantly influence managerial BPO intention . Regarding perceived risks of VCC, one should take into account that even secondary processes often handle sensitive data such as HR or finance information. Thus, different risks of integrating external players into secondary processes play a major role, possibly outweighing the benefits of VCC. This effect has been reflected in the IT outsourcing literature since many years (Dibbern et al., 2004) . Gewald and Hinz (2004) showed that Perceived Risk Theory (Bauer, 1967 ) offers a valuable structuring attempt of risk aspects in BPO, hence we argue to extend Iacovou et al.'s framework towards VCC adoption with the role of perceived risks.
Based on these findings and on findings from research dealing with related issues like IT outsourcing (Loh and Venkatraman, 1995) , we argue that the perceived benefits and risks are the most important drivers and inhibitors for VCC. Besides identifying potential benefits and risks for VCC, researchers will therefore need to cope with the question on how the different benefits and risk facets apply in the context of VCC in a particular application domain, how the relation between them can be modified in favour of the benefits, and to examine ways in which sensitive data can be securely handled in VCC transactions.
Organisational readiness
Although the enabling role of the organisational context for successful IOS adoption has been acknowledged before (e.g., Chwelos et al., 2001; Iacovou et al., 1995; Mehrtens et al., 2001) , most authors focus on the technical aspects of organisational readiness, neglecting the fact that the establishment of IT-supported cooperation with another organisation -as it is the case with VCC -implies the organisational necessity to carry out changes not only on the technical, but also on administrative and process level. For example, Iacovou et al. (1995) use organisational readiness in their model of EDI adoption as "the level of financial and technological resources of the firm", neglecting the business dimension. Within their technology-organisation-environment framework, Kuan and Chau (2001, p.511) refer to readiness as 'perceived organisational resources'.
We argue that in the context of VCC where tight system integration between the business partners is needed, the concept of organisational readiness needs to take into account two dimensions or layers: a business and an IT dimension. Organisational readiness thus needs to reflect both the structural and technical capability of a firm to adopt VCC. The business dimension reflects the structural preparedness of the firm to adopt VCC. It implies the adaptation of processes to meet the needs of the cooperation, the redistribution of authority and responsibilities, etc. The IT dimension reflects the technological preparedness of the firm in terms of IT sophistication (Paré and Raymond, 1991) and know-how to either adopt new or adapt existing IOS to technically support the VCC. Furthermore, connecting the two layers, the inner-organisational process integration (Clark and Stoddard, 1996) -which reflects the level of an organisation's computerised and integrated processes -needs to be taken into account as an important dimension of organisational readiness. Process integration has been noted before as an important prerequisite for undertaking IOS adoption projects (Premkumar and Ramamurthy, 1995) .
Business and IT domain are two different knowledge pools within the firm (Reich and Benbasat, 2000) , which need to be involved into the process of evaluating the suitability of VCC for the organisation, its potential benefits and risks, in order to enable its successful adoption. When outsourcing (parts of) IT-intense processes, IT staff has to provide support to the business domain by identifying the potential hyphenation points where the business process can be split between two organisations, by determining prospective costs of systems integration, and by interfacing the IT applications supporting the business process. We claim that for VCC, where the organisation adopts an innovation that affects both, the business as well as the IT domain, increasing cross-sectional domain knowledge through a continuous process of knowledge sharing between the two organisational units positively affects an organisation's ability to identify opportunities for VCC and to reap the benefits from VCC by effectively adapting its organisational structure and IT to meet the demands of the new cooperation. The more intense the interplay between business and IT domain within an organisation, the more capable an organisation will be to correctly evaluate the fit between a prospective VCC and the firm's goals, structure, and technological possibilities (i.e., its organisational readiness for VCC adoption) and, subsequently, the more effectively it will implement the necessary changes on structural and IT level and thus become ready to reap the benefits from the specific VCC.
Therefore, regarding organisational readiness for VCC, two important questions will need to be addressed by future research: What are the relevant dimensions of organisational readiness for VCC -i.e., the technical and business requirements for implementing VCC between the participating firms? And what (and how important) are influential factors that drive or inhibit organisational VCC readiness (e.g., cross-sectional domain knowledge of business and IT managers)?
Pressure
Institutional theory (DiMaggio and Powell, 1983; Meyer and Rowan, 1977; Scott, 2001 ) provides a powerful lens to examine how organisations sense threats and react to them. It views organisational design not as a rational process but as the result of organisational reactions to external and/or internal pressures that prompt organisations in an organisational field to resemble one another over time. This isomorphic behaviour is considered to be a key factor affecting an organisation's intention to engage in interorganisational cooperation. In this context, isomorphic pressures refer to external and/or internal coercive, mimetic and normative pressures experienced by the organisation. Moreover, Abrahamson and other researchers have argued that managerial fads and fashions may have a powerful effect on the process of innovation diffusion, inducing and intensifying institutional bandwagon effects (Abrahamson, 1991 (Abrahamson, , 1996 Abrahamson and Rosenkopf, 1993) . Are threats stemming from strong competition likely to force firms to adopt VCC and is there a bandwagon effect to be expected in VCC diffusion?
One possible scenario may be that a compelling event (e.g., if two large firms announce a VCC deal) serves as an initial driver -at least for the diffusion of the idea of VCC. We may observe the same bandwagon effect that has also been observed in IT outsourcing. Analysing Eastman Kodak's decision to outsource its IT as the compelling event for the diffusion of IT outsourcing, Loh and Venkatraman (1992) have underlined the importance of mimetic behaviour for the diffusion of IT outsourcing as an administrative innovation.
In summary, the main research question to be tackled in VCC adoption research is how to adapt existing adoption models on vertical IOS to the VCC domain. To answer this question, researchers will need to draw upon, and merge insights from interorganisational cooperation as well as from innovations literature and their underlying theories. Regarding the facets of Figure 1 , it should be noted that we do not expect them to be disjoint, since effects observed in one facet may have an impact on other factors. Nevertheless, this framework represents a valid starting point for digging deeper into VCC, which we believe is a promising future topic for e-Business research.
Empirical findings
This section provides selected, relevant empirical results from an earlier field survey and several case studies, which indicatively support our theoretical considerations, showing the need for the conduction of specific research on VCC adoption.
Methodology
To systematically explore efficiency potentials in financial processes and disclose partnering potentials for seamless e-Business integration between partners from different industries in financial processes of non-banks, methods yielding qualitative and quantitative data have been combined. More specifically, the results from an earlier, sampling-based survey (see Skiera et al., 2004) as well as a series of dedicated case studies (see Beimborn et al., 2006) have been used to gain initial insights into this research area. Although the questionnaire-based study stems from another research background, we could apply some results in this research. This explains the differing investigation domains of case studies and questionnaire-based studies.
For the survey, a generic 'financial chain' business process was developed (Figure 2 ). This generic model of a financial process that is part of the overall value chain serves as one example of a secondary business process deployed in almost all firms. The financial chain (Figure 2 ) begins with the business partner qualification by checking identity, credit worthiness and solvency (Arkhipov and Yong, 2001) . Then, the financing modus (e.g., supplier credit, leasing) for the deal is determined, followed by pricing (price negotiation and determination), sales offer and risk assurance (currency risk, transportation risks, credit default risk). After this financial trade enablement phase and the actual fulfilment, the processes of the financial settlement phase include invoice generation, invoice delivery and possibly dispute management (Lander, 2001 ). The financial chain cycle terminates with the customer paying the bill. For a more detailed description of the financial chain, see Pfaff et al. (2004) . All these processes utilise both internal and external data. For example, as part of the qualification process, data from recent customer relations (CRM system) as well as from external relations can be used for credit assessment (e.g., Dunn and Bradstreet).
In 2003, a questionnaire was sent to the 1000 largest companies in Germany (according to their revenue; excluding banks and insurers). Since VCC focuses on outsourcing parts of secondary processes, banks and insurance companies were excluded from the survey because for this group of firms, financial processes represent primary processes and thus fall out of focus of our research application domain. Prior to mailing the questionnaire, several pre-tests were conducted to refine the questionnaire and reduce semantic ambiguities. Furthermore, each company was contacted by telephone to identify the CFO as key informant to whom the questionnaire was then directly addressed to enforce a high response rate and assure high data quality. After an initial mailing, a follow-up was conducted and the questionnaire was mailed a second time. Furthermore, all addressees who did not answer until then were contacted by telephone and asked for participation. In total, 103 completed questionnaires were returned (10.3%). Descriptive results can be found in Skiera et al. (2004) and Weitzel et al. (2004) .
After the field survey, we conducted a series of case studies with firms from the German Small-and Medium-sized Enterprises (SMEs) sector during 2005 (see Beimborn et al., 2006) . From a regional SME database, we randomly selected 100 firms, which fulfilled at least 2 out of the 3 SMEs size criteria of the European Union in 2004, taking heed of a representative distribution of branches. We focused on selecting Manufacturing, Trade/Repair Services, and Real Estate/Renting firms (following the European NACE classification (Eurostat, 2002) ). These three branches cover 83% of the German SMEs (FSO, 2003) while each of the remaining branches covers less than 5% of the total segment of German SMEs. After contacting them by mail and phone to explain our aim, 11 executives responsible for the financial chain of their firm agreed to take part. Interviews with these executives were the primary source of data in the case studies, complemented by company reports.
Potential partners for Value Chain Crossing (VCC)
When outsourcing the financial chain, there are lots of alternatives regarding the scope (selective sourcing vs. entire sourcing vs. founding an internal shared service company) and providers (banks, IT service providers, etc.). An interesting question is if certain industries particularly qualify as competent sourcing partner, perceived by the financial executives. For financial chain outsourcing, banks are interesting partners in particular, as well as other financial service providers, IT service providers, consulting firms, and even other firms from the same industry (cp. Table 1) . Table 1 What would be the optimal insourcer firms for each part of the financial chain? (Results from Top 1000 survey; Multiple answers are possible) When asked what would be the optimal type of firm becoming the vendor, for most processes of the financial chain, CFOs preferred keeping the processes in-house. For the qualification process, "other financial service providers" are seen as most competent (perceived by 27% of the responding banks), while for 'finance' (43%) and 'assure' (30%), banks are deemed the best partners. Besides keeping it in-house, IT service providers are considered to be the most competent providers of the invoice (29%) and dispute (13%) process. Not surprisingly, for 'payment' banks are attractive again (28%). The case studies showed similar results. Many of the interviewed executives agreed that parts of their financial chain -especially controlling incoming payments and reconciliation -could be executed by banks if the systems were appropriately interconnected (i.e., VCC), which they are -to date -not.
Status quo of Value Chain Crossing (VCC) in the financial chain
Focusing on in-house efficiency of the survey, the overall satisfaction of the CFOs was quite low (only 42.5% of the respondents stated to be fully content or rather content with their financial chain). Secondary processes often have not yet been captured by optimisation and integration efforts. Consequently, there are lots of media discontinuities leading to coordination problems and to high error rates. So, if there is a common dissatisfaction with the processes of the financial chain and possible partners have been identified, what is the status quo of VCC? Do firms outsource parts of their processes to partners from other industries? For the different sub-processes, we found only very low BPO rates between 1.9% (pricing) and 6.8% (invoicing), although 13.6% (pricing) to 35.9% (qualification) of the respondents deemed outsourcing possible (Figure 3) . Weitzel et al. (2004) Regarding the potential for outsourcing of these secondary processes and the common dissatisfaction with it, surprisingly few BPO ventures have been found. For example, out of the case study participants, only one had outsourced an entire financial function (payroll) and only few stated to already cooperate with financial service providers in a non-integrated manner on functions like creditworthiness assessment, trading insurance, and debt encashment. This bears the question why VCC does not take place. We will address this in the following section.
Overly optimistic self-evaluation dilutes benefits perception and inhibits VCC
As noted above, less than half of the survey participants are satisfied with their financial chain; only 6.1% of all responding CFOs are 'fully content'. Nevertheless, quite surprisingly, 2 out of 3 consider the efficiency of their financial chain management to be good or very good compared with industry competitors. Despite the common dissatisfaction with the financial chain, only 3.2% consider their own financial chain management to be inefficient compared with industry partners. This overly optimistic self-evaluation can also be found when self-assessing the quality of the IT support for the primary processes (supply chain) or of internal data quality. Analogous to the self-assessment concerning the financial chain management, process costs of the financial chain are expected to rank good or very good in an industry benchmark. Especially here, it is surprising to see that only 3.2% of all firms expect to be worse than competitors. But, only 34% have already implemented an Activity-Based Costing system to determine at least own process costs.
The impression of the overestimation of a firm's own capabilities becomes even more evident if own competence is evaluated against the competencies of potential sourcing providers, which have their core competence in exactly providing those services. As Figure 4 (upper pie chart) shows, about 60.9% believe that an outsourcing provider has no superior capabilities. If we ask only the respondents who have already outsourced at least one of their financial chain activities, the picture turns round and leads to only 28.5% still neglecting that sourcing providers are more competent.
Hence, despite a common dissatisfaction with parts of the financial chain and the benefits of disseminating the process to reap economies of scale and skills of specialised partners, this apparent disregard of a third party's competence represents a strong inhibitor for VCC. Under these circumstances, one or more visibly successful VCC deals might serve as 'compelling events' -analogous to the Eastman Kodak deal for ITO -and become sources of mimetic pressure for other potential VCC adopters. Thus, based on our research framework, we can argue that there are potential VCC benefits from economies of scale and skill, but that they (currently) are neglected by the process owners and might only be uncovered by a kind of pressure (i.e., start of a bandwagon effect).
The SMEs in the case study series often identified potential benefits from outsourcing of at least parts of the financial chain to banks too. But, it turned out that they believe that the costs for tight (technical) integration and (organisational) interaction will clearly exceed the savings, leading to vanishing (net) benefits. They believe that high coordination efforts would be necessary to align a bank's service with internal branch-specific requirements. Although being secondary processes, most firms stated that their financial processes are highly specific and require knowledge of the corresponding industry's particularities. They argue that banks do not possess this specific branch of knowledge and are not willing to acquire it. In accordance with the survey results, they believe that they can do it best on their own and cannot gain savings from BPO. Until managers accept that potential business partners from other industries (e.g., banks) may be able to provide superior services, e-Business across industry borders will remain being only a vision. Figure 4 Is the sourcing provider's process competence regarding an optimisation of (parts of) the financial chain superior to my own (upper pie chart: all, lower pie chart: only outsourcers)?
Source: Weitzel et al. (2004) Another issue comes up regarding the business risk of lateral cooperation. Although being no competitors as often in horizontal cooperation (e.g., airline alliances), this cooperation type does not naturally lead to intrinsic cooperation such as in vertical integration where all chain links indirectly serve the end customer. Thus, agency risks become apparent. During the case studies, it was found that many companies fear that their business data or customer data could abusively be used by banks for other purposes. During reconciliation, banks could clearly identify customers who are not able to pay their invoices. Further, banks might notice liquidity problems of their customer firms. Thus, especially owner-controlled firms have a very negative mind-set towards banks.
Conclusion
As our exploratory research indicates, the next step in e-Business when taking RBV and the core competence concept seriously -namely the crossing of value chains of different industries -seems to be more inhibited by organisational than by technical reasons. The inhibitors that turned out to be relevant in our empirical research mostly belong to the class of organisational readiness. Somehow, organisations are not yet ready to adopt VCC. From a research standpoint, how can we tackle those problems? How can we circumvent the apparent lack of organisational readiness, identify benefits and risks and handle external pressure to foster VCC adoption? We believe that there is a need for specific research in the e-Business area of VCC to find answers to these questions. By depicting a framework of research dimensions, which we believe to be of special importance for VCC, we have outlined some important questions, which need to be addressed by researchers in this promising area of e-Business. In future, e-Business scholars may find it worthwhile to pursue the in-depth exploration of drivers and inhibitors of organisational VCC adoption based on one or more of these dimensions. Furthermore, viable VCC scenarios for different branches will need to be developed and empirically validated together with experts from practice. Thereby, the development of such new, future-oriented e-Business scenarios will enable scholars to get in front of practice, instead of lagging behind it.
